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FACTORS OF JOB CHARACTERISTICS ASSOCIATED WITH 
ORGANIZATIONAL COMMITMENT 
 
Chay Yoke Ling 
 
This study aims to identify the relationship between factors of job characteristics 
and organizational commitment among employees working at CMS Cement Sdn. 
Bhd. The main objectives of this study are to determine the degree of employee’s 
organizaional commitment, the factors that influence employee’s commitment to 
the organization, and to determine the dominant factor(s) that influence 
organizational commitment. The independent variables of this study consist of the 
factors of job characteristics and the selected demographic characteristics. The 
factors of job characteristics studied included skill variety, task significance, task 
identity, task autonomy, and task feedback whereas the selected demographic 
characteristics included gender, age, and length of service. A total of 100 
employees from all of the employees who are working at CMS Cement Sdn. Bhd 
were selected as the respondents for this study using simple random sampling. All 
the relevant data was collected through distribution of questionnaire. The data 
were then processed and analyzed using the Statistical Package for Social 
Sciences. The tests that were involved in this study include Independent sample t-
Test, Two-way ANOVA, Pearson Correlation and Simple Regression. From the 
research findings, it showed that the employees of CMS Cement Sdn Bhd have a 
moderate level of organisational commitment. Besides, findings also showed that 
there is no significant different between employees of various demograhic 
characteristics in terms of their organisational commitment. However, the 
findings indicated that there is a significant relationship between factors of job 
characteristics and organisational commitment where task identity is the 
dominant factor that influence organisational commitment among employees in 
CMS Cement Sdn Bhd. As a conclusion, this study is important for the 
organization to understand the significant relationship that exist between factors 
of job characteristics and organizational commitment. It also create awareness on 
the importance of implementing organizational commitment among employees in 
















FAKTOR-FAKTOR CIRI KERJA YANG DIKAITKAN DENGAN ILTIZAM 
ORGANISASI 
 
Chay Yoke Ling 
 
Kajian ini bertujuan untuk mengenalpasti hubungan yang wujud antara faktor-
faktor ciri kerja dengan iltizam organisasi di kalangan pekerja yang bekerja di 
CMS Cement Sdn Bhd. Objektif utama kajian ini adalah untuk menentukan darjah 
keiltizaman organisasi di kalangan pekerja, mengenalpasti faktor-faktor yang 
mempengaruhi iltizam organisasi di kalangan pekerja serta menentukan faktor 
dominan yang mempengaruhi iltizam organisasi. Pembolehubah tidak bersandar 
di dalam kajian ini terdiri daripada faktor-faktor ciri kerja and faktor-faktor 
demografik. Faktor-faktor ciri kerja yang dikaji merangkumi kepelbagaian 
kemahiran, kepentingan tugas, identiti tugas, autonomi tugas, dan maklumbalas 
tugas manakala faktor-faktor demografik yang terlibat adalah jantina, umur, dan 
kepanjangan perkhidmatan. Iltizam organisasi adalah dikenali sebagai 
pembolehubah bersandar di dalam kajian ini. Seramai 100 orang pekerja daripada 
semua pekerja yang bekerja di CMS Cement Sdn. Bhd. dipilih secara rawak 
sebagai responden untuk kajian ini. Semua data yang relevan dikumpul melalui 
pengedaran soalan soal selidik. Data ini kemudiannya diproses dan dianalisa 
dengan menggunakan Statistical Package for Social Sciences. Ujian-ujian yang 
terlibat termasuk “Independent sample t-Test”, “Two-way ANOVA”, “Pearson 
Correlation” dan “Simple Regression”. Daripada dapatan kajian, keiltizaman 
organisasi di kalangan pekerja CMS Cement Sdn Bhd. adalah pada tahap yang 
sederhana. Selain itu, dapatan kajian menerangkan tiada perbezaan signifikasi 
yang wujud antara faktor-faktor demografik dengan iltizam organisasi di kalangan 
pekerja. Hasil dapatan kajian juga menerangkan wujudnya hubungan signifikan 
antara faktor-faktor ciri kerja dengan iltizam organisasi di mana identiti tugas 
merupakan faktor dominan yang mempengaruhi iltizam organisasi di kalangan 
pekerja yang bekerja di CMS Cement Sdn Bhd. Kesimpulannya, kajian ini adalah 
penting bagi organisasi untuk memahami hubungan-hubungan signifikan yang 
wujud antara faktor-faktor ciri kerja dengan iltizam organisasi. Ia juga akan 
memberi kesedaran di kalangan pekerja tentang pentingnya mengaplikasi iltizam 


























 This chapter will discuss the background of the study, statement of 
problem, objectives of the study, conceptual framework, hypotheses, significance 
of the study, definition of terms used in the study as well as the limitations of the 
study. 
 
There have been growing interests in the study of organizational 
commitment among researchers over the last three decades regardless of public or 
private sectors. Many researches indicated that organizational commitment is a 
possible predictor of many behaviour such as turnover (Jaros, 1995), job 
satisfaction (Mathieu & Zajac, 1990), work motivation (Meyer et al., 2004), 
personal characteristics and job or role-related characteristics (Steers, 1977).
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Organizational commitment is seen as the relative strength of an individual’s 
identification with and involvement in a particular organization (Mowday et al., 
1979; Allan & Meyer, 1990). Employees who have a strong organizational 
commitment will build a bonding to the whole organization, value being part of 
the organization and will continue their employment with the organization. 
 
In the 21st century, work is changing. It is said to evolve to today’s highly 
mobile work environment. Besides, the increase in the role of technology and 
automation in an organization to achieve organizational goals and to immerse in 
the global market have dramatically expanded a number of jobs that are 
specialized, simplified, standardized, and routinized in order to satisfy employee’s 
needs in the job and to retain their employment with the organization. In many 
career fields nowadays, organizations tend to recruit the right person for the job 
instead of designing the job right for the person. When employees are well 
matched with the job and when the quality of person-job relationship is clear, it is 
not necessary to force, persuade, or trick them to work hard and to perform well in 
the job. Instead, they will tend to develop high internal work motivation and do 
well in the job. These resulting employees to have the feeling of job satisfaction, 
thus believe to have a strong desire towards organizational commitment 
(Hackman & Oldman, 1980). 
  
In the context of the manufacturing industry, employees who experienced 
meaningfulness and responsibility for outcomes of the work and perceive their job 
as flexible and high in motivating potential tend to produce great quality and 
quantity of products that they are proud of to satisfy customer’s needs. This 
positive effect will improve employees’ job satisfaction thus leading to 
employees’ organizational commitment (Hackman & Oldman, 1980). Moreover, 
researchers argued that commitment is higher when an employee has a broad job 
scope (Allen & Meyer, 1990; Steers, 1977; Stevens et al., 1978). They argued that 
a wider range of duties and responsibilities resulting an employee experience 
more challenges, hence become more committed. This concept is important as 
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individuals will tend to swap their commitment to the organization for a satisfying 
work experience. 
 
For these reasons, job characteristics are argued to have the most influence 
to the organizations in terms of retaining the employment of talented and skillful 
employees, increasing productivity as well as profitability. Therefore, job or role 
characteristics may be perceived as the most important characteristic in 
encouraging organizational commitment of employees.  
 
1.1 Background of Study 
 
There are many researches that tend to relate organizational commitment 
with organizational culture, leadership characteristics, turnover, compensation and 
benefits, job satisfaction, job performances and many more. However, in facing a 
new century with the existence of the more knowledge-based society, it is 
becoming an issue whether an organization is providing jobs that are interesting, 
motivating, challenging, satisfying and meaningful to an employee as they are 
doing it everyday. Also, whether the design of the work is attractive, able to retain 
talents and commitment among employees, seeing that job seekers nowadays tend 
to be attracted to apply for a job that enable them to experience the 
meaningfulness of the work, to experience the responsibility for the outcomes of 
their work and to obtain responses on the actual results of their work activities 
(Hackman & Oldman, 1980).  
 
Issues on organizational commitment and job characteristics had arised in 
the service sectors, corporate setting or even in the manufacturing industry since 
the last century. For example, in the early 20th century where mass production was 
introduced, many American companies simplified tasks to be performed by highly 
specialized, narrowly trained workers as this work design would require less 
skills, less training and enhanced efficiency though it exacted cost (Taylor, 1911). 
However, workers were unhappy with the routine, machine-paced jobs that 
offered little personal control or autonomy. They felt unsatisfied with their work 
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and were often absent for work and finally left their employers for more 
meaningful employment (Hackman & Lawler, 1971). 
 
In today’s knowledge-based era, due to globalization and the rapid 
changes in technology, economic and social demand, the work world has changed. 
The nature of job design has evolved and the work environment is in the state of 
rapid change as well. Interesting work is now perceived to hold an individual’s 
attention as it is challenging, rewarding and it allows the utilization of a variety of 
skills and knowledge and it is significant to the organizational commitment 
whereas, the highly repetitive, routine work can be very dissatisfying and can lead 
to negative behaviour such as absenteeism (Melamed, Ben-Avi, Luz, & Green, 
1995) and lack of commitment for the organization. 
 
 In the manufacturing industry where productivity is often the main goal, 
design and re-design of jobs are often a challenging activity. The competitive 
environment is constantly changing and an insatiable demand to make product 
cheaper, better and faster often appear. For these reasons, people who carry out 
repetitive manual production tasks seem to remain the key to success (Womack et 
al. 1990, Parker & Wall, 1996). In addition, Malaysia’s total export is still largely 
contributed by the manufacturing sector until now. In order to face the challenges 
of globalization, this industry has to enhance their productivity to compete in the 
global market and the key factors of growth in productivity include enhance 
automation and work processes through new technologies, effective use of ICT 
and investment in human capital.  
 
However, re-designing of jobs may sometimes have negative effect on 
employees’ motivation. For example, as a result of increasing level of automation 
or with need of rapidly expanding staffs due to the need to increase productivity 
of an organization, tasks are well-defined and work procedures are standardized. 
This lead to an increase in productivity due to a high level of specialization, low 
level of tasks variety and a lack of opportunity for creativity and innovation. 
Though the increase of productivity may be achieved in a short-run but sooner or 
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later, this will eventually lead to boredom. These days, not many employees will 
come to work dreading the boring routine of mundane tasks. When employees are 
giving the opportunity to work on tasks which are more closely aligned with their 
interests or skills, they will be looking forward to this new challenge and no 
longer be committed to their previous organization (i-HR Consulting, 2004).  
 
On the other hand, in certain organizations, jobs are redesigned so that 
tasks that were supposed to be performed by several different specialized 
individuals previously are then carried out by a single individual. This large 
variety of tasks are usually assigned to employees to prevent boredom as 
employees are able to use and develop a broader range of skills, increasing both 
organizational flexibility and the individual’s career prospects. Besides, job 
rotation is seen as a form of job enlargement in graduate programs and 
management development programs which have been commonly provided by 
many industries including the manufacturing organizations in order to train and 
develop their employees. Employees will be rotated through a range of jobs at a 
similar level of the organization at regular intervals. It gives employees a broad 
understanding of several different areas of their tasks and it can also be seen as a 
way to reduce boredom among employees in previously simplified roles (i-HR 
Consulting, 2004) and thus motivate employees to develop commitment 
employment with the organization. 
 
In the Malaysia context, in order to improve productivity, working 
practices, workers comfortableness and injecting the organizational commitment 
among workers, a study of a printing workstation of an existing electronic 
industry in Malaysia found that job tasks study and redesigning of the workstation 
is needed for workers who performed the repetitive task of working in the factory 
while staying at the same positions for all day long because they are complaining 
of shoulder aches and lower back aches (Mohammad Iqbal et al., 2004). 
 
Furthermore, as employers start to broaden the scope of job 
responsibilities in flatter organizations with less management supervision, many 
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researchers began to look at the social characteristics of work and this included 
the interdependence of job roles, opportunities to get advices and supports from 
co-workers as well as obtaining feedback from others (Morgeson & Humphrey, 
2006). Findings revealed that managers who provided enriched works, which are 
jobs that are highly meaningful, having variety, allowing autonomy and co-worker 
trust, will stimulate employees’ engagement, enthusiasm and commitment. 
 
 Research proposed that the motivation potential of a job is an antecedent 
of several job-related outcomes and one of it is organizational commitment 
(Hackman & Oldman, 1974). Jobs that were designed in terms of a core set of job 
features or by assigning certain features of the job that are more significant to 
workers would imply consequent outcomes. Therefore, it is likely that the 
understanding of jobs that motivate an individual intrinsically could significantly 
contribute to explain organizational commitment of employees. 
 
1.2 Statement of Problem 
 
Organizational commitment among employees has been viewed as a 
crucial problem in Malaysia. Malaysia’s aspiration of achieving Vision 2020 has 
led to remarkable changes in the strategic directions of various organizations in 
Malaysia. Flexibility, borderless communities and changing work methods has 
been suggested as future work environment. Besides, the rapid growth of skilled 
employees who are well-educated are perceived to be more committed to their 
profession rather than their organization as they have strong preferences for 
independence and hold a large part of organizational intellectual capital 
(Rajendran & Raduan, 2005). 
 
        Due to the changing environment, people start to realize that the person-
job relationship is the key in understanding organizational commitment, 
productivity and the quality of employees’ work experiences. Furthermore, 
society begin to perceive jobs that underutilize people as inefficient and jobs that 
provide people with insufficient opportunities to satisfy important personal needs 
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at work as debilitating. There is no consolation that people will be emotionally 
attached to the organization with uninteresting jobs (Hackman & Oldman, 1980). 
     
 Besides, organizations have realized the importance of the features in a job 
in fostering organizational commitment among employees as many employees 
tend to abandon their membership to the organization for a job that is more 
closely aligned with their interests and skills (i-HR Consulting, 2004). In this era, 
employees or job seekers are attracted and committed to an organization if the job 
is enriched with variety of different skills, the job done have a significance effect 
to the success of the organization as well as to the consumers, job that will fosters 
employees’ feeling of personal responsibility and freedom in performing the 
work, and job that enable employees to obtain feedback on their work 
performance (Hackman & Oldman, 1980). 
 
 Therefore, it is a challenge for an organization to achieve a “fit” between 
the person and the job so that employees are simultaneously utilized and fully 
satisfied, which in return fosters organizational commitment, high work 
productivity and high quality organizational experiences for those people who do 
the work (Hackman & Oldman, 1980). 
  
 For that reasons, this study wants to find out the answer to the following 
questions: 
1. To what extend that the employees are committed to the organization? 
2. What are the factors that influence their commitment to the organization?  
 
1.3 Objectives of the Study 
 
1.3.1 General Objective 
 
This study aim to determine the degree of employee’s commitment to the 
organization, and the factors that influence their commitment to the organization. 
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1.3.2  Specific Objectives 
 
 Specifically, the research objectives are to: 
a) describe the selected demographic characteristics of the respondents 
b) determine the degree of organization commitment of the employees 
c) determine if there is any difference among employees of selected 
demographic characteristics (gender, age and length of service) in 
terms of their organizational commitment 
d) determine the significant relationship between skill variety and the 
employee’s organizational commitment 
e) determine the significant relationship between task significance and 
the employee’s organizational commitment 
f) determine the significant relationship between task identity and the 
employee’s organizational commitment 
g) determine the significant relationship between task autonomy and the 
employee’s organizational commitment 
h) determine the significant relationship between task feedback and the 
employee’s organizational commitment 
i) determine the dominant job characteristics that influence the 














1.4 Conceptual Framework 
 
        Independent Variables          Dependent Variable 
 
Figure 1.1 Conceptual framework of the relationship between organizational 
commitment of employees and demographic characteristics, job characteristics. 
 
 This study aim to investigate the relationship between job characteristics 
and organizational commitment of employees. Figure 1.1 above illustrated the 
conceptual framework of this research. The independent variables consist of the 
selected demographic characteristics and job characteristics. The selected 
demographic characteristics include gender, age and length of service whereas the 
job characteristics are skill variety, task significance, task identity, task autonomy 
and task feedback. Conversely, the dependent variable is organizational 
commitment of employees. 
 
1.5 Statement of Hypotheses 
 
The hypotheses of this study are formulated based on the statement of 
problem and objectives to be achieved as mentioned. The hypotheses of this study 
are as follow: 
 
Job Characteristics 
• Skill variety 
• Task significance 
• Task identity 
• Task autonomy 




• Length of service Organizational Commitment 





Ho1: There is no significant difference between male and female employees in 
terms of their organization commitment. 
Ho2: There is no significant difference among employees of various ages in terms 
of their organization commitment. 
Ho3: There is no significant difference among employees of various length of 
service in terms of their organization commitment. 
Ho4: There is no significant relationship between skill variety and organizational 
commitment of employee. 
Ho5: There is no significant relationship between task significance and 
organizational commitment of employee. 
Ho6: There is no significant relationship between task identity and organizational 
commitment of employee. 
Ho7: There is no significant relationship between task autonomy and 
organizational commitment of employee. 
Ho8: There is no significant relationship between task feedback and 
organizational commitment of employee. 
Ho9: There is no one of the job characteristics that is dominant in influencing the 
organizational commitment of employee. 
 
1.6 Significance of the Study 
 
 This study revealed the employee’s degree of commitment in an 
organization. Besides, the findings of this study enabled researcher to determine 
and to create awareness on the importance of job characteristics to an employee in 
developing their commitment to the organization. As employees have the sense of 
job security, job satisfaction tends to develop within employees themselves and 
resulting in an increase in productivity as well as profitability of an organization. 
Organizational commitment among employees will also be achieved. The findings 
of this study also provided organizations with the aspect of job characteristics and 




 Furthermore, the findings of this study would enable organizations to 
revise the existing jobs and then apply the most appropriate dimension of the job 
characteristics based on the suitability to a particular job, organizational culture as 
well as considering the degree of employee’s organizational commitment for 
practicing the particular dimension of the job characteristics. 
  
  Moreover, the findings of this study provided guidelines to the managers 
and the management level to understand the employee’s needs in this knowledge-
based society and enabled them to revise their existing job description and to 
arrange tasks. This would allow people who perform the job to experience the 
meaningfulness and responsibility of the work. As well as getting the information 
of the actual results of their work in order to increase job satisfaction, developing 
organizational commitment among employees and establishing the organizational 
goals. 
 
1.7 Definition of Terms 
 
1.7.1 Organizational Commitment 
 
Organizational commitment is defined as a complex work-related 
behaviour. It refers to employees’ strong belief and acceptance of the 
organization’s goals and values, their willingness to sacrifice and apply significant 
effort for the organization as well as a strong desire to maintain their membership 
with in the organization. The levels of commitment in an employee will motivate 
them to perform efficiently and effectively in achieving an individual’s goals as 
well as organization’s goals.  
 
In this study, organizational commitment of employees in manufacturing 
industry is pointed out based on three basic components that are identification, 
involvement, and loyalty. Identification refers to the pride an employee has within 
an organization and a process which an employee recognize the organization’s 
goals and values. Involvement refers to an employee’s enthusiasm, concern and 
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willingness to put in strong effort and sacrifices in helping the organization to 
achieve its goals and objectives, whereas, loyalty refers to the feeling and strong 
desire of an employee to support and maintain their membership with the 
organization. 
 
1.7.2 Demographic Characteristics 
 
Demographic characteristics in this study refer to the personal 
characteristics or the background of employees in the manufacturing industry who 
are also the respondents in this study. The specific demographic variables selected 
by researcher in this study are used for measurement and data analysis. The 
selected demographic characteristics in this study are gender, age and length of 
service.    
 
1.7.3 Job Characteristics 
 
Job characteristics refer to the features associated with a particular job. In 
this study, researcher was investigating the features of the job that are performed 
by employees in the manufacturing industry. Employees’ intrinsic value and 
motivating potential of a job were enhanced with the existence of certain job 
dimensions. It is believed that a job which is high in certain job dimensions will 
cause an employee to have a higher motivation in the job. The job characteristics 
the researcher is going to study in this research were skill variety, task 
significance, task identity, task autonomy and task feedback. 
 
1.7.4 Skill Variety 
 
Skill variety in this study refers to the job performed by an employee that 
requires an individual to use a number of different skills, abilities and talents in 
carrying out the work. The more and different skills or talents are involved in a 
job, the more meaningful employees will perceive their work. 
 
